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IT’S TIME TO SERVE SMALL BUSINESS (Part 1)
Never has the need for competent management 
advisory services (MAS) been more pressing in the 
small-business community. The rapid growth in 
franchising, competition from imports, and the 
trend toward high-volume retailing have squeezed 
closely held firms in America. In addition, the 
failure rate of start-up businesses is high during 
their first three years of operation, and many other 
small concerns limp along almost indefinitely. The 
problems small businesses face, however, represent 
great opportunities for MAS-oriented CPA firms.
I believe clients will pay for services they find 
valuable, but for the most part we CPAs have not 
done enough to change small-business owners' 
attitudes toward our services.
The CPA's changing role
To change client perceptions, CPAs must first 
change their own day-to-day role in the business 
arena. During the twenty-five years I have been a 
small-business adviser, I have identified the follow­
ing major roles that a management-oriented CPA 
must play in order to have a significant impact on 
clients’ operations.
□ External controller. Few small businesses can 
afford to carry an experienced CPA controller on 
staff. Most operate with a bookkeeper. In these 
situations, the CPA can assume the role of exter­
nal controller—providing ongoing counsel 
regarding major business decisions, and propo­
sing record keeping and financial information 
systems that help the business owner make intel­
ligent decisions.
□ Financial educator. If accounting is the language 
of business, then a majority of small businesses 
need a translator. In many situations, small-busi­
ness owners have a sales or technical background 
and lack skills in financial matters. As a financial 
educator, the CPA can show entrepreneurs how 
professionally designed solutions and systems 
can make their businesses more profitable. Once 
they learn the basics of financial management 
and the benefits of professional guidance, busi­
ness owners can be approached on many facets of 
MAS.
□ Professional team captain. To assist clients, the 
CPA should define the roles of their bankers, 
insurance benefit advisers, attorneys and adver­
tising counselors. Should clients lack any of these 
key external professional advisers, the CPA 
should be prepared to assist in the recruiting 
effort.
□ Planner and adviser. My experience is that fewer 
than 10 percent of small-business owners have 
written business plans or annual budgets. The 
CPA can help clients use the planning process to 
take control of their day-to-day business affairs.
Learning to identify needs
Selling MAS counseling to a struggling small busi­
ness is a tough proposition. It is best to focus on one 
specific problem and propose a solution that has a 
compelling cost/benefit argument.
Lets take a simple example—automating the 
inventory control and receivables function. This can 
be expensive in terms of hardware, software, and 
training. Yet once the program is quantified in 
terms of higher inventory turnover, reduced pil­
ferage, elimination of obsolete merchandise, and 
better cash flow, the proposal becomes a clear cost/ 
benefit decision.
The above example shows how MAS can have a 
real impact on small business. To make a long-term 
impression, though, practitioners must learn the 
problems of small businesses and develop solutions 
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In-house Training: 
One Pathway to Excellence
Hiring, post-collegiate training, and retaining the 
right people are at the heart of CPA firm service to 
clients. To produce quality work and the desired 
results, CPA firms must train their staff to eliminate 
weaknesses and develop strong attitudes.
Not many beginning staff members can relate 
time, billing rates, and billable dollars the way cli­
ents do. New staff members are used to flexible time 
requirements at school, constant test-score feed­
back, and a more structured environment. More 
specific to our topic, they also have difficulty relat­
ing their book learning to the actual work environ­
ment. It is therefore essential that a firm's training 
program makes a good initial impression on these 
(and other) staff members, bridges academia and 
practice, and gets staff thinking along practice lines.
An in-house training program expedites effective 
introduction of firm wide policies. Firms can struc­
ture courses that are primarily beneficial to them 
rather than to individuals who may later leave to 
work elsewhere. It is also more cost effective to get 
all staff members at one meeting to update them on 
new pronouncements.
The people responsible for firms’ training pro­
grams range from the partner in charge to non­
partner administrators. Typically, it is the most 
junior partner. In order to prevent migration of staff 
to firms with better training programs, however, the 
responsibility should be assigned to the person best 
suited to it. In most cases this will be a busy person 
who knows how to organize and get things done 
and, importantly, how to persuade staff that the in­
house seminars are designed to benefit both the firm 
and the individual.
Given those attributes, the most suitable person 
would be the partner who spends the highest per­
centage of chargeable hours on the review of work­
papers and financial statements of others. That 
partner is in a position to see deficient work and 
identify where remedial action is needed, and to 
select appropriate courses and get people in groups 
for training. It may help, too, if the partner is also 
ultimately responsible for the personnel functions, 
as this would tend to eliminate any jurisdictional 
problems.
Lets become a little more specific. Firms holding 
private CPE sessions can, in general, be grouped in 
four ways: those having under fifteen, fifteen to 
thirty-five, thirty-six to seventy-two, and over sev­
enty-two professionals.
In firms with approximately fifteen to thirty-five 
professional staff members, there are advantages to 
having an in-house, all-staff curriculum that 
accounts for at least twenty-four hours of the forty- 
hours-per-year CPE requirement which the peer­
review process and many state laws require. Firms 
this size should seat people in small groups that are 
similar to their historical or projected 12/31 field 
staffing assignments. This seating arrangement 
facilitates a team approach and brings a stronger 
and more relevant perspective to the discussions— 
one based upon particular engagements. In contrast 
to public seminars, it becomes quite legitimate for 
groups at in-house sessions to discuss particular 
client-related issues.
Live videotaping of the sessions is one of the most 
cost-effective ways of capitalizing on the inherent 
strengths of in-house training programs. It is a supe­
rior method to audiotaping because general refer­
ence can be made to visual aids and manual pages. 
Equally important, videotaping can preserve the 
culture and content of the event, which is useful 
when training recently hired people who need 
exposure to the firm's culture, procedures, and doc­
uments. And because firms in this stratum fre­
quently hire experienced staff, they may not need a 
discussion leader present during later viewings.
If the firm’s conference room cannot accommo­
date all staff, the sessions can be held at a nearby 
hotel. Either way, all morning sessions of a full-day 
course should begin at 8:30 a.m. and run until 12:30 
p.m., then a two-hour break for lunch. This will 
allow time for returning phone calls and taking care 
of other everyday practice issues. (Staff should be 
encouraged to eat first, then make calls before 
returning to the session punctually.) The afternoon 
sessions should run from 2:30 p.m. until 5:30 p.m. 
The four-hour morning/three-hour afternoon split is 
purposeful. Anything longer than a three-hour ses­
sion in the afternoon causes people’s attention to 
fade.
In firms with about thirty-six to seventy-two pro­
fessional staff members, as much as thirty-two to 
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Highlights of Recent Pronouncements
FASB Statement of Financial 
Accounting Standards (SFASs)
No. 91 (December 1986), Accounting for Nonrefund- 
able Fees and Costs Associated with Originating or 
Acquiring Loans and Initial Direct Costs of Leases
□ Establishes standards of financial accounting 
and reporting for nonrefundable fees and costs 
associated with lending activities and loan pur­
chases.
□ Applies to all types of loans and lenders.
□ Specifies the accounting for fees and initial 
direct costs associated with leasing. Changes 
the practice of recognizing loan origination 
and commitment fees at or prior to inception of 
the loan.
□ Rescinds FASB Statement no. 17, Accounting 
for Leases—Initial Direct Costs.
□ Amends FASB Statements no. 13, Accounting 
for Leases; no. 60, Accounting and Reporting by 
Insurance Enterprises; and no. 65, Accounting 
for Certain Mortgage Banking Activities.
□ Applies prospectively to all lending and leasing 
transactions entered into and commitments 
granted in fiscal years after December 15, 1987. 
Retroactive application, with restatement of 
all prior periods presented, is encouraged but 
not required.
No. 90 (December 1986), Regulated Enterprises— 
Accounting for Abandonments and Disallowances of 
Plant Costs
□ Amends FASB Statement no. 71, Accounting for 
the Effects of Certain Types of Regulation.
□ Specifies the accounting for plant abandon­
ments and disallowances of costs of recently 
completed plants.
□ Provides guidance for the capitalization of an 
allowance for funds used during construction.
□ Effective for fiscal years beginning after 
December 15, 1987 unless:
1) Application of the Statement would cause a 
violation or probable future violation of a 
restrictive clause in an existing loan inden­
ture or other agreement.
2) The enterprise is actively seeking to obtain 
modification of that restrictive clause.
In the event these exceptions apply, this State­
ment is effective for fiscal years beginning after 
December 15, 1988.
No. 89 (December 1986), Financial Reporting and 
Changing Prices
□ Supersedes FASB Statement no. 33, Finan­
cial Reporting and Changing Prices, and its 
subsequent amendments.
□ Makes voluntary the supplementary dis­
closure of current cost/constant purchasing 
power information.
□ Effective for financial reports issued after 
December 2, 1986.
Statements of the Governmental 
Accounting Standards Board
No. 6 (January 1987), Accounting and Financial 
Reporting for Special Assessments
□ Establishes accounting and financial reporting 
standards for capital improvements and ser­
vices financed by special assessments.
□ Eliminates the special assessment fund type as 
identified in NCGA Statement no. 1, Govern­
mental Accounting and Financial Reporting 
Principles, for financial reporting purposes.
□ Provides guidance for reporting capital 
improvement assessment projects that meet 
the following Conditions:
1) Initial financing is provided by existing 
resources and no debt is issued.
2) The assets constructed or acquired will ben­
efit an enterprise fund.
3) The government is not obligated in any man­
ner for the related debt.
□ Defines Special Assessment Debt.
□ Effective for periods beginning after June 15, 
1987.
No. 5 (November 1986), Disclosure of Pension Infor­
mation by Public Employee Retirement Systems and 
State and Local Governmental Employers
□ Establishes standards for disclosure of pension 
information by public employee retirement 
systems (PERS) and state and local govern­
mental employers in notes to financial state­
ments and required supplementary informa­
tion. These disclosures are intended to provide 
information needed to assess:
1) Funding status of a PERS on a going-concern 
basis.
2) Progress made in accumulating sufficient 
assets to pay benefits when due.
3) Whether employers are making actuarially 
determined contributions.
□ Standardizes pension disclosure guidance by 
superseding the pension disclosure require­
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ments of paragraph 9 of GASB Statement no. 1, Au­
thoritative Status of NCGA Pronouncements and 
AICPA Industry Audit Guide.
□ Requires disclosures in both financial reports 
issued by PERS and those issued by employers, 
including those that do not fund their pension 
obligation.
□ Requires the computation and disclosure of a 
standardized measure of the pension obliga­
tion.
□ Requires ten-year trend information be pre­
sented as supplementary information, includ­
ing comparisons of:
1) Net assets available for benefits to the pension 
benefit obligation.
2) Unfunded pension benefit obligation to annual 
covered payroll.
3) Revenues by source to expenses by type.
□ Requires employers to disclose only summary 
information about their participation in cost­
sharing multiple-employer PERS.
□ Provides guidance on disclosure of information 
on defined contribution pension plans.
□ Effective for financial reports issued for fiscal 
years beginning after December 15, 1986. Ear­
lier application is encouraged.
Statements on Auditing Standards
No. 51 (July 1986), Reporting on Financial Statements 
Prepared for Use in Other Countries
□ Provides guidance for independent auditors 
practicing in the U.S. who are engaged to 
report on the financial statements of a U.S. 
entity that have been prepared in conformity 
with accounting principles generally accepted 
in another country for use outside the U.S.
□ Effective for examinations of financial state­
ments for periods beginning after July 31, 1986.
Statement on Standards for 
Accounting and Review Services
No. 6 (October 1986), Reporting on Personal Finan­
cial Statements Included in Written Personal Finan­
cial Plans
□ Provides an exemption from, but does not pre­
clude compliance with SSARS no. 1, for per­
sonal financial statements that are included in 
written personal financial plans prepared by 
an accountant.
□ Specifies the form of written report required 
under the exemption.
□ Effective on September 30, 1986.
Information for Members
Technical information
The primary responsibility of the twelve peo­
ple who staff the Institutes technical informa­
tion service is to answer members questions 
on technical matters. They receive some 30,000 
inquiries per year on accounting principles, 
financial statement presentation, auditing and 
reporting standards, and certain aspects of pro­
fessional practice, excluding tax and legal mat­
ters. If you would like some assistance, we 
encourage you to call toll-free: United States, 
(800) 223-4158; New York State, (800) 522-5430.
Library services
The AICPA library’s staff can offer assistance 
on a broad range of business topics. AICPA 
members anywhere in the U.S. may borrow 
from the library's extensive collection. For assis­
tance, just call these toll-free numbers: United 
States, (800) 223-4155; New York State, (800) 
522-5434.
Please note that toll-free calls cannot be 
transferred to other Institute departments.
NAARS accounting and financial data library
Subscribers have access to different types of 
files in the Institutes NAARS library. These 
are annual reports, including financial state­
ments, footnotes, auditors' opinions, and all 
current and superseded authoritative and 
semi-authoritative literature from the AICPA, 
FASB, GASB, and SEC. For further informa­
tion, just call this number: (212) 575-6393.
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Small Business (continued from page 1)
for them. Through the years, I have noticed several 
areas that seem to haunt small businesses, and I 
have a few suggestions for better understanding and 
solving the problems.
Lack of planning and budgeting
Many entrepreneurs don’t believe they need a for­
mal budget to hold down costs and increase sales. 
They see little need for planning as long as the 
money they are owed exceeds their unpaid bills.
The CPA can help business owners by guiding 
them through the planning process, assisting with 
the development of objectives, and showing them 
how to allocate the time and resources for meeting 
these objectives. Budgets can enable business 
owners to monitor their progress on a weekly, 
monthly, or quarterly basis. Through the help they 
receive in planning and budgeting, clients will learn 
the benefits of MAS counseling in many other areas 
of business.
Ineffective professional advisers
Few business owners would argue the need for exter­
nal help regarding insurance, accounting, law, 
advertising, marketing, and banking, yet many 
avoid using professionals in an effort to reduce 
expenses. As captain of the team of professionals, 
the CPA can help business clients recruit advisers 
and hold the cost of using them at a reasonable level.
Entrepreneurs who learn to use their team of pro­
fessionals will see a return many times the cost of 
fees paid. By putting that team to work for clients, 
the CPA helps to position their businesses for max­
imum profitability.
Ignoring financial statements
Generally speaking, business owners view financial 
statements as irritants—something prepared to sat­
isfy creditor requirements, period. Quarterly or 
monthly financial statements are the business 
report cards, however, showing progress against a 
plan. Financial statements can be structured to pro­
vide owners with an easy and valuable analysis of 
costs by product line. Operating expenses can be 
categorized into personnel, facilities, advertising, 
promotion, and administration. By encouraging 
entrepreneurs to read and understand financial 
statements, CPAs can help them spot trends and 
potential problems in the early stages.
Erratic key-cost control
Even a mismanaged business can survive as long as 
key costs are held within survival limits. Too many 
small operators, however, have no formula for key­
cost control. In fact, some have never consciously 
identified their key costs.
Most small businesses have fewer than five key 
costs. These vary, depending upon the type of busi­
ness, but typically include labor and materials. To 
meet objectives, the owner should monitor key-cost 
performance on a monthly basis, using a formula 
that eventually states the cost as a percentage of the 
sales dollar. Then, when costs go over maximum 
limits, the owner can take immediate corrective 
action.
The computerless business
Considering the cost of personal computers today, 
few small businesses can afford to operate without 
them. CPAs can perform a valuable service by intro­
ducing clients to computerized inventory and 
receivables control and to word processing.
When assisting a client with computer options, 
the CPA should determine how the equipment can 
also help with marketing and sales development, 
even if this is only to maintain a customer list or to 
track sales leads. With the right marketing coun­
selor on the professional team, this type of assis­
tance is readily available.
Personnel mismanagement
As MAS advisers, CPAs can make a measurable dif­
ference in the profitability of small businesses by 
suggesting some textbook personnel-management 
principles. Few small businesses, for example, have 
a formal system for reviewing or evaluating job per­
formance. Often, employee communication is poor, 
although key managers see each other frequently.
Many small-business owners have never 
developed job interview skills. They tend to select 
new employees on intuition rather than on the can­
didates’ proven skills and track record, and seldom 
ask for or check references. Entrepreneurs also tend 
to neglect training. Small-business management 
seminars are available, but are not usually well 
attended. The CPA MAS practitioner can suggest 
training plans, and help develop work scheduling, 
incentive/bonus, and other programs to boost 
employee morale and productivity.
Informal purchasing/inventory control systems
This is an area where most small businesses could 
improve key costs significantly. Using computerized 
day-to-day inventory, purchase and sales records, 
business owners can project their needs for the long 
term. They can project raw material and supply 
requirements on an annual basis. Purchasing deci­
sions covering annual usage—with a predeter­
mined requisitioning system—can cut overall costs.
Many small-business owners engage in no-bid 
purchases of key, high-volume items, often because 
of supplier loyalty. A bid-purchasing system is easy 
to install and maintain, however, and like key-cost 
analysis and computerized inventory control, is 
part of the management program CPAs should be 
offering small-business clients.
Practicing CPA, May 1987
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MAS Division Benefits Growing
Members of the new AICPA division for man­
agement advisory services who joined shortly 
after it was established in August 1986 have 
benefited from the largest number of MAS 
publications ever issued by the AICPA in a sin­
gle fiscal year. The division is currently offer­
ing a membership for the balance of the year 
ending August 31 for $35.00—half the regular 
fee. Those who join under this arrangement 
will receive the last three publications—MAS 
Small Business Consulting Practice Aids, num­
bers 7 and 8, Personal Financial Planning: The 
Team Approach, and Valuation of a Closely Held 
Business, and MAS Practice Administration 
Aid no. 3, Written Communication of Results in 
MAS Engagements—and any that are pub­
lished in the balance of the membership 
period.
The division, which now has some 3,000 
members, is open to all AICPA members who 
have an interest in providing business advice 
and assistance to management. This includes 
members in industry and government. Cur­
rently, about 30 percent of the divisions mem­
bers are not in public practice, while more 
than 50 percent are general practitioners in 
local firms and sole practitioners.
Current benefits of division membership, 
besides the automatic receipt of all new MAS 
practice aids and special reports as they are 
published, include a subscription to the CPA 
Management Advisor. This quarterly newsletter 
contains reports on books, periodicals, courses 
and conferences of interest to those providing 
business advice and assistance to manage­
ment. Future benefits of membership will 
include access to other members with specific 
interests, which should encourage exchanges 
of both information and services among mem­
bers.
The first meeting of the division for MAS is 
scheduled for October 14, 1987, in New Orleans. 
It will follow immediately after the two-day 
annual AICPA National MAS Conference. Non­
members of the division who register for the 
National MAS Conference will be welcome to 
attend the division meeting as well.
For further information on membership in 
the division, or on the national MAS con­
ference, call: (212) 575-6290.
Loose credit, receivable and collection procedures 
Entrepreneurs tend to think of credit as a "collec­
tions" function and pay attention to it only when the 
list of “over ninety-day receivables” gets out of hand. 
Most need a system to help them determine custom­
ers’ ability to pay. A formal credit-check procedure 
that is routine in larger companies does not seem to 
have much priority in smaller firms. Yet credit 
checks give business owners the information needed 
to negotiate price and terms of sale. The time for 
initiating the credit procedure is prior to the sale, 
not ninety days after invoicing.
Collection is still part of the credit function. Every 
business should be advised to prepare a monthly list 
of aged receivables and to use that list to determine 
collection emphasis.
No tax planning
Tax planning is another area where a professional 
team member—the insurance/benefits adviser— 
can work with the CPA to help small-business cli­
ents. With professional guidance, just about every 
company should undertake an analysis of fringe 
benefits, particularly in light of the Tax Reform Act 
of 1986. The complexity of the tax code, and the 
many tax-advantaged investments available to 
business, make tax planning a vital service CPAs 
should be providing to their closely held business 
clients. [7]
—by Philip L. Wiggle, CPA 
Amherst, New York
Editors note: Plans, budgets, and textbook manage­
ment systems are still at the mercy of the human ele­
ment. To be effective, good advice must be heeded. Part 
2 of this article will describe some of the signals of 
marginal or failing businesses that could be pointed 
out to clients.
Memos Memos Memos Memos Memos
According to a recent survey conducted for Robert 
Half International, a major financial, accounting, 
and data-processing employment specialist, the 
average executive spends 22 percent of his or her 
time (eleven weeks a year) reading or writing memo­
randa, 39 percent of which are probably unneces­
sary.
The executives had these complaints about 
memos: 76 percent believe they are too long, and 58 
percent that copies are routed to too many people. 
Fifty-five percent complained about memos being 
too self-serving, and 22 percent about memos writ­
ten in haste or anger. [7]
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In-house Training (continued from page 2)
forty hours of in-house CPE training can be justified 
each year. This would encompass not only firm­
specific training, as in a smaller firm, but also train­
ing geared to the needs of specific staff levels. At this 
size, there may be as many as six group-levels rang­
ing from basic through advanced. Although this 
stratification increases the cost of CPE, these costs 
can still be controlled by holding in-house training 
programs.
If the firm has many people attending outside 
courses, much time can be spent tracking who went 
where and when, and if the course was good or not. 
(Jealousies can result from course assignments, 
too.) Travel and opportunity costs (lost billable 
time) must also be considered. Furthermore, 
because an in-house program can be controlled and 
is not burdened by advertising expenses, out-of- 
pocket costs on a per capita basis tend to be less than 
for an outside program, even when training is 
geared to specific staff levels.
In firms of this size, the conference room is proba­
bly big enough to permit the sessions to be held on 
site. Again, they should run from 8:30 a.m. until 
5:30 p.m., with a two-hour lunch break to allow time 
for contacting clients.
The final tier we will explore in this article is the 
firm with about seventy-two professionals or more.
Seldom can a firm this size justify having staff 
attend outside CPE seminars, except for a few spe­
cialized courses, and those of interest to partners. In 
fact, these firms might consider hiring a part-time 
course developer or consultant to contribute to the 
development of firm approaches to new pronounce­
ments, or specialized programs, and help train staff 
in their usage. A combination of in-house programs, 
outside instructors, and/or video-aided training can 
be very effective.
Since large or multi-office local firms should be 
developing libraries of courses that can be viewed 
by small groups of staff at any time, the sessions 
should be videotaped whenever possible. This will 
add to the cost—probably $500 to $1,500 a day—but 
by capturing a program, it no longer is all an 
expense but becomes partially a capital item.
Developing such a library necessitates using expe­
rienced instructors and interesting visual aids. All 
instructors must be technically competent, but in 
addition, the primary instructor should have a 
pleasant speaking voice and be free from distracting 
mannerisms.
Regardless of firm size, there are four main areas 
where in-house training programs are superior to 
outside seminars. These involve discussions of
□ Firm problems.
□ New procedures and forms.
□ Results of inspections and peer reviews.
□ Necessity for firm wide corrective action.
Next, let's adapt an approach that was pioneered 
by the R.G. Barry Corporation of Columbus, Ohio.
Two Conference Reminders
Two AICPA conferences of interest to local 
practitioners are being presented next month.
The Microcomputer Conference and Exhibi­
tion will be held on June 1-3 at the INFOMART 
and Loews Anatole Hotel in Dallas, Texas.
Conference sessions will highlight microcom­
puter developments for the past year and those 
anticipated in the future, desktop publishing 
systems for new business development, as well 
as numerous other topics presented by speak­
ers from the AICPA and INFOMART tenants.
Expanding Your Firms Profits. This con­
ference will be held on June 11-12 at the Fair­
mont Hotel in Dallas, Texas.
The sessions will cover the impact of economic 
and demographic trends on the marketing of 
accounting services, the various components 
of a marketing plan, various sales and practice 
development techniques, and monitoring the 
firm’s efforts.
To register for either conference, contact the 
AICPA meetings department: (212) 575-6451.
Using this approach—human resource account­
ing—CPE would be a capital expenditure when it is 
controlled in-house. The useful life of a particular 
program determines the amortization policy—the 
useful life depending upon issues such as the pro­
mulgation of new pronouncements that make 
courses obsolete, and upon whether or not there is a 
steady influx of new staff to form training groups 
that gradually work their way through the firm’s 
ranks. It also depends on whether or not a curricu­
lum which requires course content changes has 
been developed for the firm.
Per capita CPE costs should, for managerial 
accounting purposes, be accumulated in separate 
subsidiary ledger accounts by employee name. The 
additions to each account would include the prorata 
share of any new course development and presenta­
Practicing CPA, May 1987
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tion cost, lost billable time, paid time needed to 
prepare for seminars, cost of meals, hotels, travel, 
and so on.
Deductions would include the cost of the initial 
course when repeat attendance is required at sim­
ilar courses, and charges when an employee leaves 
the firm for a nonclient.
The human resource accounting model is appro­
priate for in-house programs, not outside ones. The 
reasons are that outside seminars are fertile recruit­
ing grounds for firms and good employees can some­
times be lured away. Also, outside courses are not 
firm-specific. They are primarily for the employees 
enrichment, not the firms’, and should be treated as 
expenses unless some future benefits can be identi­
fied.
Outside courses do have benefits, however. They 
enable staff to get away from the day-to-day routine, 
for a while, and can be used to recognize outstand­
ing performance. Also, they allow participants to 
hear top experts in particular fields—people and 
ideas that they would not be exposed to at in-house 
programs.
If special training is needed, people should by all 
means be sent to outside seminars. The special 
training should be matched with assignments.
Getting started in a larger firm 
(over 36 professionals)
The training program should start with newly hired 
employees. This may mean with firm-specific, staff- 
training level 1 (either an adapted AICPA course or 
one specifically designed). Such courses are excel­
lent candidates for videotaping because even as 
small a group as three people offers excellent oppor­
tunities for repeat sessions, young staff members are 
at their keenest, and the material does not date as 
quickly as, say, tax material. The first course should 
last from three to five days and cover work that an 
individual might reasonably be expected to perform 
during the first year.
From my experience gained consulting with firms 
of this size, I believe the prevention of professional 
liability problems should start with untrained, 
entry-level staff. The transformation from college 
student to billable professional can be hastened if 
newly hired staff members can look at themselves 
before they go to clients. A properly designed, vid­
eotaped session will allow them to do this and to 
modify their behavior where necessary. □
—by James S. Gallagher, CPA, CMA 
59 Radcliffe Drive 
New Providence, New Jersey 07974
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